Abstract : This paper aims to examine the use of the Balanced Scorecard in a not-for-profit organization (the Korea Shipping Association
Introduction
Since the introduction of the Balanced Scorecard approach by Kaplan and Norton, the methodology has been utilized in a number of for-profit and not-for-profit organizations. The literature is replete with examples of the successful implementation of the Balanced Scorecard approach, especially in for-profit organizations. In the for-profit sector, business entities have recognized that financial metrics by themselves are inadequate for measuring and managing their performances (Kaplan, 2001 ). Kaplan and Norton(1992, 1996) complemented the financial perspective with the other three perspectives: the customer, the internal process, and learning and growth. For-profit seeking corporations, the financial perspective provides clear long-run objectives (Kaplan 2001 ).
On the other hand, in the not-for-profit sector, the financial perspective provides a constraint rather than an objective. While the not-for-profits monitor spending and adhere to financial budgets, their success or failure is not measured by spending in relationship to budgeted amounts.
According to Kaplan(2001) , the typical not-for-profit has had difficulty placing the financial perspective at the top of the Balanced Scorecard. He suggests that the not-for-profits consider placing a mission objective at the top of their scorecard as the mission represents the accountability between the not-for-profit and society. He also suggests the not-for-profits expand the definition of who their customer is. As noted by Kaplan, a growing number of not-for-profits have begun using the Balanced Scorecard model (Martello et al., 2008) .
This case study is a kind of the tentative research on performance measurement and evaluation by the Balanced Scorecard perspectives in public and private non-profit organizations. The Korea Shipping Association as a typical private non-profit organization has been also engaged in some public activities-terminal management and safety support etc. Consequently, as it became necessary to develop the performance measurement and evaluation for managing this complex organization, this study focuses on the subject to suggest an alternative approach to measure and evaluate appropriately the performance of the not-for-profit organization.
2. The Performance Evaluation of Not-for-profit According to Cutt and Murray(2000) , performance in for-profit organizations is generally defined from the perspective of stockholders around the central focus of profitability and corresponding return on stockholders' equity.
It is clear what kinds of information are relevant, and, through generally accepted accounting principles(GAAP), how success is measured in terms of that information. There is, however, no such obvious unifying focus in public and private not-for-profit organizations which do not sell their products or services.
Some interesting attempts at systematizing the kinds of information to be included in a definition of performance in not-for-profit organizations appear in various literatures on accountability. There is broad agreement that the set of information presented about organizational performance should include both procedural and consequential components.
The procedural components include financial information on the extent of compliance with authorities of various kinds.
The consequential components include various attempts to develop a surrogate for profit in the form of evidence on 'value for money', usually defined to include the use of resources, i.e., efficiency, and the achievement of organizational purposes, i.e., effectiveness. In its work on comprehensive evaluation, the top management must define the scope of organizational performance which should be addressed in a comprehensive or broad-scope performance evaluation (Cutt and Murray, 2000) .
The conceptual framework of the Balanced Scorecard was introduced by Kaplan and Norton(1992 , 1993 , 1996 for the purpose of designating, evaluating and measuring factors that drive an organization's performance.
The Balanced Scorecard
Kaplan and Norton's Balanced Scorecard concept seeks to provide managers with a set of performance metrics balanced between outcome measures and measures of the drivers of future outcomes (Kaplan and Norton, 1996b ). It provides a 
Internal Process Perspective
The internal process perspective involves the determination of the internal processes that will best affect the customers as well as the process improvements that will affect the financial objectives. In improving internal processes, there should be a connection between the overall strategy and the improvements. There should also be a determination of how the strategy is to be measured.
According to Kaplan and Norton, in utilizing this approach the organization can frequently identify processes at which the organization must excel to meet its goals (Kaplan and Norton, 1996b; 2001) .
Learning And Growth Perspective
The fourth category of the balanced scorecard is the learning and growth perspective, which has been identified as the foundation of any strategy. The learning and growth perspective involves a determination of employee capabilities and skills, technology, and a corporate climate needed to 1) In case of the United States, the FASB has authority to establish accounting and financial reporting standards for all nongovernmental not-for-profit organizations, while the GASB has authority to establish accounting and financial reporting standards for all governmental units, including governmental not-for-profit organizations.
2) Generally, GASB Statement No. 34(1999) provides requirements that constitute the minimum required to be in compliance with GAAP.
3) The normal budget entries should be the reverse of financial entries; revenue entries are budgetary debits and appropriations to expenditure accounts are budgetary credits. 3. An Overview of the Korea Shipping based the related laws and regulations.
As a private not-for-profit organization, the KSA is a semi-governmental unit which is partly related to the public sector in the coastal shipping should design and maintain an original accounting system because it has some objectives and activities different from other for-profit organizations.
For instance, the budgetary reporting and fund accounting are used in its financial report and accounting system. If the KSA might be considered as a non-profit society, but a nongovernmental organization, it should be applied to the GAAP for business entities as the FASB. 1) Moreover, the KSA is actually a kind of special-purpose government under the GASB Codification. 2) Special-purpose governments include park districts, tollway authorities, school districts, and sanitation districts. GASB has categorized special-purpose governments as those that are engaged in governmental activities, business-type activities, and both governmental and business-type activities (Pai, 2004) . Under the GASB, therefore, the KSA as a special-purpose government that are engaged in governmental activities and have more than activities must prepare both the government-wide statement and fund financial statements.
The Budgetary Reporting and Fund Accounting
The primary purpose of budgetary accounting is to control the availability of funds for expenditure by nonprofit organizations. Budgetary reporting should provide the information necessary to administer and monitor the budget.
Within the nonprofit accounting system, information should be provided as to amounts authorized, amounts made available, and balances available for each fund or subunit.
This budget information may be further defined to control each expenditure category within a fund or subunit.
In fact, the budgetary accounting of the KSA is inadequate and insufficient to measure and evaluate its budget-actual and variances. Its own budgetary reporting process has been developed and utilized by the association as well as other governmental organizations and non-profit institutions.
Nonetheless, due to the discordance in the budgetary accounting occurring in the difference between the budget process and double-entry bookkeeping of most nonprofit organizations, the budgetary reporting process has been incompletely applied to control the budget by practicians. 3) Budgets are the most widely used method for control in not-for-profits. 
The Balanced Scorecard Measurement of the Korea Shipping Association

Financial Perspective Measurement
Generally, no matter what for-profit and not-for-profit organizations, the primary index of the financial perspective may be profitability. In the case of the KSA, the government-wide statement is available to measure it profitability as a performance. Table 1 below presents the some profitability ratios over 5 years. The ROS, the net income to net sales ratio, of the KSA could be highly evaluated as compared with all industry average. The ROA, the ratio of net income to total assets, is similar to the level of all industry average.
As another financial index, growth rate generally refers to a organization's percentage change in assets, equity, revenue and net income over a given period. Table 2 exhibits the some growth rates over 5 years. Table 3 reveals the revenue structures over 5 years. Source: Calculated from financial disclosure online data of the KSA According to Table 3 , the mutual insurance fund is identified as the biggest sized fund in the KSA. Table 4 shows the revenue change rates over 5 years. Source: Calculated from financial disclosure online data of the KSA As above, Table 6 represents the expenditure change rates over 5 years. 
Customer Perspective Measurement
Traditionally, the KSA has two different type of customers. One is internal customer, i.e., license-holding and associate member, and another external customer, i.e., passenger and consigner using the coastal shipping.
Concerning the consumer perspective, the intent is to improve the level of service in two respects. First, the KSA has strived to provide internal members satisfaction by closing the gap of unmet mutual insurance and fuel supply and improving access to service by the members. Second, the KSA has tried to improve the service quality of coastal shipping for external consumers by giving them terminal management and safety support. In support of achieving its internal consumer goals, the KSA has developed core measures within the operational perspective. Table 7 reveals the subscription rates of mutual insurance over 5 years.
The members will not take up their mutual insurance, if they do not receive satisfaction from the policy of the KSA.
As the subscription rates of mutual insurance is a surrogate indicator with respect to customers satisfaction, the KSA could evaluate its performance by the measure in terms of the service consumer perspective. Further, the KSA has engaged in the operational service to supply two types of fuel for its members. The volume of supply is also a kind of the measure revealing customers satisfaction. Table 8 displays the supply volumes of taxation and tax exemption fuel over 5 years. 
Internal Process Perspective Measurement
The KSA knows that to reach its customer goals as well as to improve financial index, it must excel in its internal operation processes. Generally, most not-for-profit organizations have attempted to provide operational excellence by developing systems to effectively and efficiently deliver services in the natural environment and/or by developing a comprehensive management information system.
Specially, The KSA has been attempting to identify by statistics the 14 local branches' cost structure to be able to evaluate their efficiency in order to make decision about business opportunities. Table 9 lets readers see only the respective cost functions of 3 local branches by regression analysis. The cost functions of 9 remainders were not significant statistically. By utilizing these cost functions, the KSA is able to improve the internal process of branches budgeting and then to enhance their operational efficiency. As to estimate and control their budgets by cost functions is important to heighten the level of internal process, the association should identify the cost structure of all local branches continuously.
Learning and Growth Perspective Measurement
Just as it is necessary to have operational goals to support its consumer and financial objectives, the KSA realizes it must have a workforce, technology and an environment conducive to achieving its operational goals. With great portion of its operating budget dedicated to employee wages and benefits, the KSA understands the importance of developing a motivated, prepared and satisfied workforce. In order to satisfy this strategic objective most not-for-profit organizations have attempted to increase staff competencies; to develop programs to recognize the efforts of employees; to provide personal growth opportunities within the organization for employees; and, to recruit, orient, manage, develop and retain employees.
Especially, The KSA also recognizes that to accomplish many of its goals, it must concentrate on the improvement of education and training. Table 10 
Implications in Using the Balanced Scorecard
The KSA has experienced a number of benefits with the implementation of the Balanced Scorecard. Perhaps the greatest benefit is the realization by personnel within the association that strategic planning is a significantly more encompassing process than merely looking at long-range According to individuals working at the association, the benefits significantly outweigh the time requirements in utilizing the Balanced Scorecard.
Conclusion
The conceptual framework of the Balanced Scorecard has been implemented and utilized effectively for years in a large number of for-profit organizations. More recently, the model has been effectively utilized in not-for-profit organizations as well.
This study has described how the Balanced Scorecard approach has been implemented in an nonprofit organization.
In implementing the Balanced Scorecard approach, the KSA has placed equal emphasis on the consumer perspective and the financial perspective. This equal focus is based upon the necessity of the association to carry out its primary mission for its internal members and external consumers as well as the necessity to advance financial indicators within this organization. The emphasis on both of these perspectives has become a necessity in order for the KSA to efficiently and effectively serve its members or customers. The implications of this study are listed below. This procedure might be important to examine the performance of not-for-profit organizations. Nevertheless, this study neglected the process due to the limitation of research's scope.
With conclusion, this paper reviewed a case of performance evaluation for not-for-profit organizations under the perspectives of the BSC. Through this study, the comprehensive understanding of performance evaluation in not-for-profit organizations such as the KSA would be promoted.
